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CHAPTER I

THE 'ROBLF AND ITS SETTING

INTRODUCTION

For as long as management has been identified as a distinct

art or science, managers have urestled with the question: What causes

an employee to perform? Further, what causes the quality and quantity

of that performance to improve or deteriorate? Although this problem

has received much attention in the business world, 4hrough such studies

as the "Hawthorne" type and others, it has not been adequately addressed

in the military environment. The purpose of this study is to approach

the performance question in this neglected military area bý determining

how U.S. Army junior enlisted soldiers (41 through E4) perceive various

motivational factors of their job, and how these perceptions are corre-

lated with perform%-ce •,a AWOL. Therefore, the ultimate goal of this

study is to provide the Army commander/manager with an insight as to how

junior erlisted soldiers' perceptions of their jobs are correlated with

their level of job performance and rate of absenteeism (AWOL).

Pacently, and for good reason, the questions of what causes an

employee to perform ar- what causes that performance to improve or

deterioraite have roceived incroased attention by both mvagers and

organizational researchers, I believe one has only to ask first-line

supervisors what their most taxing work problems are for evidence of the

1
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importance of these questions to management. Judging from the volume of

articlea relating to motivation in psychological and management journal&,

the problem exists in all fields, civilian as well as military.

Several factora appear to account for the emergence of motiration

as a focal point of interest. First, managers and organisatior..l

researchers have recently begun to diredt more attention to the overall

SEAVIORAL requirements of am organizatien. Also, in addition to

financial and physical resources, every organization must obviously have

people in order to function. Katz and Kahn (1966) posited that organizations

have three behavioral requirements: (1) people must be attracted not only

to join the organization but also to remain in it; (2) people must perform

the tasks for which they arcs hired, iai =ust do so in a dependable manner;

and (3) people mubt go beyond this lperdable role performance and engage

in some form of creative, spont.neous, and innovative behavior at work.

In short, for an organization to be effective, it must come to grips with

stimulatirng both the decision to participute and the decision to produce

at work.

A second und related m.on for the increaed attention is the

pervasive nature of the concept of motivation. 4y this X Loan, the

question of why poople behave "s they do on the job interactv with the

entire field of orgax•zational v&riublos. Therefore an underatanding

of motivation is essential to the comprehension of '.ae effects other

variablea such an leudership atylo, 3 ob redooign, and salary have on the

overall effectivenea of the organization.

<4• aL
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Third, the ever-tightening financial and manning constraints

placed on organizations have forced management to look for new mechanismLi

to increase, and in some cases Just to maintain, their level of organizatioral

effectiveness and efficiency. The "slack" that organizations could once

rely on is no longer available. This environment of increasing constraints

is particularly true for the military manager. The change to an all-

volunteer Army and the generally austere financial and manning levels

have given the probl" Addi urg'e•y azd focua. Becuse of these

constraints, manem6at muc insure that it derives &reater benefit

from those resourceas ivaii&,le to it--including human resources. In short,

organizational effectiveness becomes, to some degree, a questiorn of

managoment's ability to iuoivate ito employees to direct a reasonable effort

toward the goals of tho or&anization.

A fourth reasoni iz tt• level of techrnology required for operAtion.

The inc.-eajing vophisticLtic.i of hurdware does not lessen the requirement

for quaZLity "aploy,!, p...o . On ýLh contrary, these new complex

machineo a q•e r iaev4. of •t-o•,m.e proviouely unattained--or possibly

unattainable. The not re,''1t i•i cýaat they have incre~bud the roquirement

for a &-mktal- number of peop' e to work "t cpacity to apply th.

technology requirod for success. For o•imple, the infwitryawn of today

cannot be satinfiEd "th meo'ry aurviv.n• anc± maintdining proficiency

with hiv0 rifle. he 4v.at bei c4;g.ble of oparating and miintaining & highly

complex wuapons syrutw. Whitch i'- inY canses includoi a&n armored personnel

carrier and either a TOW or DUACjQ a",tL-tank i4apon with associated

guidance and support acuipwnt.
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Fi'all., while fijwaia1 and Ojaical resouroes have usually

been plamed on a long-toem basis, only recently have organisations

beon to app4l the some perspe'tive to their hIunw resources. In the

military this taraL owi be seen in the revitalized training procedures,

kiskle~by the idividual soldier can clearly define his 3ob skill requirements

ad can eystematiolly work toward promw.otion through job qualification.

In summy, there are seeral reanons why motivation is getting

mare attention by both awagere and those who study organizations. In

any "same the complexity of the employee motivation phenomenon is at

least keeping pace vith the growing complexity of modern hardware

tehnology. Now a look at motivation.

The term "motivation" was originally derived from the Latin word

HOV411, which neana "to move". Since this in obviously an inadequate

definition for our purpoem, the following are brief selections which

attempt to get at vuraous aspects of the process by which human behavior

is activated:

11 . thu eQitmprary ( ajiia4iteo) influuacei3 on the directi%ýn,,
vigor a&M persiatericei of action." (Atkinson.. 1964)

a process governing choices made by persons or lower
orgaiisas among alternative forum of voluntary activity." (Vrooza, 1964)

"1.. . to steer one's actions toward certain goals and to coRit

a crtain part of one's energies to reaching them." (Gellerman, 1963)

".1 .. A motive is a restlessneso, a lack, a yen, a force. Once

in the grip of a motive, the organism does something. It most
generally does sorething to reduce the rostlessness, to remedy the
lack, to alleviate the yen, to mitigate the force." (Sanford and
Wrightsman, 1970)

7hree elements appear common to these and most other definitions

of motivation: (1) the element that energises human behavior; (2) the



element that directi or aha~ola such behavior; and (3) the elefent

relatinA; to how thiu 'navior is waintinb- or sustained. These three

coxmon denominators uau&aiy appear, in asome form, in all motivation

research.. Based on thoue n a model of motivation can be

Sshown to conaist oZ four 6&&ic Wilding blocks. (1) needs or expectations;

(2) behavior; (3) goals; and (4) some form of feedback. However, this

model is far from sla iivtic in that iadividuals poissoss-in varying

strengths--a mwltixude of necdj, deuire6 id expectations.

Dunnette and Ž"1r O1965/ identifibd several complication.

in attemting to aesa wtuvatioi, not the lest of v*tich is that motives

can only be INFEW-D; they cwn not be seen. This we&os that when we set

soldiers putting in the exra tixme we relly do not know if they feel

obligated to ao thie worx, ar u !Cin) for p4otion, or merely enjoy

the work. ,iAll speaking uf :aorý ins ao.ivos froa observations, Hilgard

and Atkinson (1967) givo four reasons why thi& pr"oca is difficult:

(1) any zingio act "y e • i (2) mo~ivea Way appear

in disguised for.. Z 3) 4,.4' .ot.. '' y bW xpimbc with different

behavior; a&ri (4) cultu. • ?-rizl vrc.! aioy. w significantly

change the aodes of i, MO• ,l i Lj c*her &Peatad by the

multitude of ned , ptraon may experience

siniltaneously, th• &c. z L ":C c 'wo whid i motives they

select. over Oter tA.., wii, thoy pursue such motives.

Further, oehaV-r is &•.od*r& bsai4 of two types:

INSTfWMK1TAL or CChSg(,•Y . Inzctt l evior ia directed at the

noln to certain end3; 0o.toy vi- or ia dirocted at the

-•',~



themselves. For axmla :;olciers w.ho work h~ard and~ put in many, hours

of off-duty' ti-me in~ aan,&xr z-e e,.upmc4-, way do zo eit~hrr becausju

they wants to improsa the bozs n possibly oa prom~oted (an instrume~ntal

act) or s~imply bo,4s thi.ýy c~njoy workxing (a ccint~watory act). In any

case,, onib can raadily svýu lianznac comploxity of the humrn motivation

proessari th difiul" of prudictin~g huyea behavior. Chapter III,

Literatu~re Reviews, will "cvr 16r-io contamporary motivation theories

and the r*9ear&- aoe w 'sz ould :like to take a

brief 10ook at tiiu 1r, ýWGc. ~v*Oi.,Ioa i~ b inin of motivation

as a concept.

,lie concopt ul "iLd 'ca'L &e'lo to thb Greek

philoqop~aars who dC C.tI-s ci1 oZ- w hich generally

me8.11 tha5 tandriO'c' ol :k-4!VL:"-ýz t'- i~ai avoid pain. It

was iate.-ý pi'ýkd upy b'V 4, 1,00;~~ ~4Q Jdmiay Bnthiam,

John Stýiar'. kiiZ" I W e~~ hi

principl,. lsloiaoc ~ ~ .y~~~ icaiua~ta the

pros Marhi r.ý of -4~ ~ . v~~~ heory movgedL

from,;~l th- Y ,)fu1. .o lu-i o Nizaezth Cerntuary,,

it becami zvpawnL~ *~, *.. with hedonisim,

7h~ L.~ L....' . .. ~of the types
*of (siel C.) ., ;..1- -1 how these *Vonts

~o~off ' v x't 'y7 Postulating
particular &Or':ý 0ý r ~?-.~-->' f4 Of behavior could
be predicted La



Under the c-alo~oi- c.C LiS'INT 7'aI&ChIL~3 p&ychologistts such as

William James, 61cwri ?.rý,u a~ 4ila Aiýu-! did not reject hecioniam,,

but addad two aai~l ichtr antiaC. to understaniding

behavior,: lnt~Qý z ~~ibCCJ,; c Thebe Psychclogiots

differed as to týoi IC iiA.-u4: 6a inatinct as

"inhried r mmtllar Jai"w~ taought of instinct and

unlconscious wtylif au :4i&ci a~r":" action"; hil

Fraud epasizad w- ld.. ~vo. By t~his Freud

was saying th46t 'Y~.. Oy zýorcs unkno~wn even

to the person h" 612 60 ~Ihl V ndpo theories seeas to
have been the t J ii t--neal ixtousand

of them,

Thee questi ý H±-..x..O I-L 40uc~~.'~ automatic or

learned lod to t,-i &L hi...a n figure

here w&.3 hull~ with 4-li 19*:- ~ ~45). his for=ILa

along w ith t-he 1,v u ý o o a i

ship between ?ast. xc-. --. I m.:.... ~.<, ~ ~ odified his

formula to ac~uituAz - ...... Q -

Effort - Brv x .iz. ..

he&~.~ to

motivation. is tht, i. -... ~;. ~ ~ i ~nxe

habit (pist) to bQ LLt, ... . t t~hoorioa



keyed on beliOeft(:tt).Te rai~

names here &re Edwý'.,Cý ,A Jý.1thoush Tolman priaarily

studied animal- behav-lo h, beha'OviorJ, they &Xroed

9on the position ýchav. ib x.-are behavior are

based prinmari17 on ~ 1o ~ ~~not from past

associ~ations (haav) Z'i , ývt1 r cama t~o IAean EXPECTANCY-

VALENCE which w~as eOýrz~o 'L _au{ 2 ý9 k th for-,m1a: Lf fort ,

Hatpectancy x Valeicz. L~u i ~o ":.thU1 ia1 outcomes of

various act$s Of b Aok""..V .L :4 . v~alue of eah

potential1 outcozo.

Whilo thG~ ar.ý .: w& volutioni Of

w~~re motivation"~..

complexi........... - . ,,j iL _bflC t5 o

reattibuted- to:



.... ...... .~Wok L

than what thuy e Yý .- .z work which requires

creativity, rt.ar and Craft,

1966). Biiea on.~.... ~ . were: the

manaer' baic ~L. ~ . ' ... : ti.-o hipi subordinates)-

divide task~s :Ltnc .z.. ýz..ios

establish det ~ic )A..- ~ .... ~*~ i:L:, ~aafrca these

½firml~y "ort laily. ~ .~ ~people can

tolerat.3 work i.f ý Io L fair', &Md if tasks

are sim;i31 CXIO....ý ._ will produce

up to ciSdy~... ral.~ years. However

the rref~ficieritf ... ... -. 4U.ýt ttewr workers

were flkidod.i .41: .L ~. . egan to sl~ow

the praivicusly a ý. .. .- .. &:Edu.t,

orgait.~ ~ . . .... ±o~i.atzsumptions

along thG liot .o.. ... ;x L. e;nce the

The ts~ ~ ..... .... .~.. 1 ~ in k the l.ate

1920a with YXz~yc.17i..... . . .... (1.939). As

unreporve~ ............ ...... .. ~~Porter and

Craft (1966), . . . ~~3 n

important; pa-)lf, ý. ". . ... .- U viduals;



and those ..e ..ds • ,.m.0.. , _ ,..,........ . ." io'c'iv•ting people to

work. na! ;xz., ... . . o&nc tan is to make

each w)rker feel uu.Zul .5... t..m... . ... ,: houl2 keep his

subordinates inrŽ :.-'m..' #& ACnsfl

and the mana.er dhc&.4c4  . .... ",.. . :, u., ",,-sn30fl0me self-

direction and Celt-conm.-& x,: ;z- ;x&:, a, Lor zaigeient 's

expectations of or,-Utc.. wu. :-. O~ ;ntu. c.x ordinates and

involving th" i c..-,.. ... i. .n--m.. ; -noir basic needs to

belong and to i*evcj ;, .'.'. ;nx.7t.A will improve

morale and re~uc.,i . .......... :. .... .. ...-- cuaz-Qinates will

"Will ". 1 Y coop.c . ... ... •... -... As been

chelleniged, bvn itm .,..~~~ weall &as being

asmanipulatwI T :. . ..-

.Made a #the genr,' ef ,,a•ji,.•" •2 l oories were

formed intkZt .... ½nJ4JtA6Ua

Model. "C.. .' .if1965) "Human

Reoourc•,s ....... , .... ? (1966)

cop&r±3oA . . ..

model: Wnox ,,•. . . ;:.o " ,ntribute to

meaningu. s..:......... .-: 1,ne1 can

exercin fx r.,y.. !-.UZ tZOJrob duan-ds.e

As to pollcijrz; ..... ..... o ns"taed

human reLU.rc ; ".m .... ... .. -.. t :.c. ,tiih all

"m e mb.s ne y ..rA t && " ga.r...r



must enturage full participation on important matters, continually

broadening subordinates' self-control and self-direction. Management

expects that: £xpanding subordinate influence, self-direction, and

self-control will lead to direct improvements in operating efficiency;

and work satisfaction may improve as a "by product" of subordinates

making full use of their resources. This model has only recently been

accepted and adopted by some organizations.

To put the three models in perspective as to extent of usage, it

appears that the trend is from the traditional, through the human relations,

to the human resources model. This is not to say that any particular

organization will wholly embrace one model to the exclusion of the others,

or that any particular organization will necessarily move from one model

to the other. In fact, an organization may use a hybrid of the three

models, designed for its specific needs.

It is interesting to compare the evolution of military management

policieso with the management models. 7ram at least the early 1900e to

the early 1960s, the Arxa's mode of management was clearly comparable to

the traditional model's assumption that few want or can handle work which

requires creativity, self-direction or self-control. The thought then

was, "do it because I saki do it," regardless of the need or application

of common sense. As for the human relations model, the Army was a few

years behind the civilian recognition and adoption of human relations

measures. In fact, it was not until the early 19709 that the AMa really

began pushing human relations considerations to the lowest levels of

management, and then primarily as a result of ethnic conflicts and drug-
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related motivation problems. However, if AM management follows througi•

on the policy presently being stated, we will be ahead of the civilian

commnity. Specifically, part of this policy is the "now" realisation

that a commanding general cannot personally supervise and provide specific

guidance for each leader down through squad leader level, As a result of

this awakeing,, the Army is implementing a training pregraa that will let

Sleader plan his own training program to fit the needs of his soldiers.
Also, the soldiers now have the tools to self-train on specific job skills

and advaoce as far as their desire and ability will carry them. The Army

is well on the way to adopting the main assumptions of the human resources

model: Work is r inherently distasteful; people want to contribute to

meaningful goals which they have helped establish; and mst people can

exercise far more creative, responsible self-direction and self-control

than their present job demands.

With the preceeding brief but representative overview of the

evolution of psychological motivation theories and management models, it

is now appropriate to address the problem. To avoid making this introductory

chapter too voluamnous, I have mentioned only the early work in motivation

theories; current theories are fully covered in Chapter II, Literature

Review.

SITUATI0N LEADING TO THM PROBIl

Although there has been much motivation research during the past

- 20 years, anagers, whether civilian or military, still do not have

a wOrkable guide as to what is associated with high, or evon acceptablo

"perfOarAK0e. I believe this dilemma is due to the direction taken by
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motivation research in generally considering worker satisfaction as the

ultimate goal. The implied assumption in current motivation research

is that a satisfied worker will perform better than will an unsatisfied

worker, for both quantity and quality of output. Likewise, the military

focus has historically been on the concept of soldier satisfaction as

the prime indicator of soldier effectiveness. COomnders seem to assume

that if they can optimize, or at least raise, the level of satisfaction

their unit will be more effective. I do a believe this assumptin to

be either universally true or supported by research. However, by this

I do not intend to imply that satisfaction is not important, or even that

it Way not be necessary to the effectiveness of a soldier or a unit.

Rather, I question the seemingly sacred assumption that if a soldier or

unit possesses a high level of satisfaction, a high level of job performance

is assured. This assumption has resulted in considerable effort and

expense at job enrichmnti and employee benefits, with a resulting lack

of analysis as to actually how military managers can cause their soldiers

to perform. Again, military managers have given undue emphasis to higher

salary as a cure for job dissatisfaction; with the related assumption that

the increased satisfaction will cause higher or satisfactory performance.

I question this assumption, and recom2end the salary-satisfaction question

for further research and analysis.

However, due to the considered "obvious" connection between

soldier tatisfaction and rate of absenteeism (AWOL), the military leader

is probably more excusable in this practice than is his civilian counterpart.

For the military leader, a high rate of AWOL reflects on his "leadership"
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ability, whereas for the civilian manager, high worker~absenteeism can

more readily be seen as caused by distasteful characteristics of the

job or less-than-admirable ambition of the workers.

The importance of worker satisfaction cannot be denied. For a

worker to provide a sustained level of satisfactory or high performance,

I believe that he/she must have at least an acceptable level of satisfaction.

However, studies attempting to get at the ultimate goal of ?iRFORMANCE

through the unobservable state of mind SATISFACTION, are inconclusive in

that xW literature search indicated no cause-effect connection between

these two variables. If satisfaction i correlated with performance, one

does not necessarily preceed the other. In other words, it is just as

tenable for satisfaction to be a result of high performance as vice-versa.

Further, satisfaction and high performance may be caused by still other

variables. It appears that most of the motivational research to date has

at best given the manager some guidance as to how to have HAPPY workers,

but very little advice as to how to predict and influence the very activity

for which the worker is paid: PERFORWALCE.

In attempting to at least partially fill the above void, I

developed a questionnaire of human/job factors based on Herzberg's

Motivation-hygiene (or Two-Factor) Theory and Lawler's Expectancy-Valen.

Theory. These two theories are fully covered in Chapter I. This

questionnaire is sub-divided into four sub-scales: Motivators

(Hersberg' a Motivation-Hygiene Theory), Hygienes (Herzberg), Relatives

(Herzberg's relations with others) and Expectancy-Valence questions. This

survey device provides for a soldier to register his/her degree of agreement
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with each human/job factor on a scale:of 1 to 9. Also, the soldier's

immediate supervisor rates the soldier's level of performance cn a 1 to

scale, and reports the number of times during the preceeding month that

the soldier has been absent from the job without proper excuse. The

soldiers' and supervisors' responses are analysed as outlined in sub-

problems 1 through 10 below. This analysis gets at a direct correlation

between a soldier ,' rated performance and his/her perceptions of various

huxn/Job factors, without being routed through an unobservable state of

mind such as satisfaction or morale. The research device and procedure

are further explained in Chapter III, RESWACH METHOD. I emphasise that

although I make opinion observations as to possible/probable causation

at each step of analysis, the purpose of this thesis is to identify

significant correlations which can be used by military managers.

The research population for this study is approximately 150 soldiers.

They are divided into the three Army disciplines of: Combat Arms (49),

Combat Support (51) and Combat Srvice Support (56). This structure

allows an extensive analysis awmong the three disciplines, f~r sub-

scales of response (k4otivators, hiyaiejes, etc.), performance ratings,

and rate of AWOL. Sach step of analyuis is described in suoproblems 1

through 10 below.

The purpose ot thii study is t.o determine whether, and to what

extent, soldiers' percptiona of varioub human/job factors (on their present
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jobs) axe related to their performance level (on their present jobs)

and AWOL rate,

. Firs tubD ble. How do soldiers' overall level of response

correlate with their rated level of performance?

_S nond Subk2MI1& How do soldiers' level of response, on each

question, correlate with their rated level of performance?

. Third Subprobgem. How do soldiers, level of response, on each

question, by discipline, correlate with their rated level of performance?

* Fourth Subrrblum. How do soldiers' level of performance correlate

with level of response, by sub-scale?

Fifth Sub•roble4. How do soldiers, au a disoipline, compare

to overall level of maponse?

• Sixt~h S~bcQbl~a. How do soldiers, as a discipline, compare as

to level of responae within sub-acale?

* •._ xbpo,* Sib 1ýy. how does AWVOL level relate to overall level

of response?

* . Ei~i•th Si'pb•,s . How d"a ; AWOL level relate to level of

response by sub-scale?

SNinth S4b0rablch. How does lv6l of performance relate to level

of AWOL?

quTosth Siobnhij. What are tU corrllateoew awng the 18

quostionu an to level of x-esponsie?



HYPOTHESES

First Hypothesis. That soldiers' overall level of response is

positively correlated with their level of performance.

Second dhothesis. That soldiers' level of response, on each

questions Is positively correlated with their level of performance.

Third HyTrithes_. That soldiers' level of response, on each

question, by discipline, is positively correlated with their rated level

of performance.

* Fourth Hy othe ,. Th&t soldiers, level of performance is

positively correlated with level of response, by sub-scale.

• Fifth Rypxtheshe5,. Tha there are no significant differences

among disciplines as to level of re6ponse.

* Sixth Hyvho-:L. TAeat there i' no significant difference

among disciplines aa to lovoi of reeponso, within each sub-scale.

Seventh Trat Lnwro i; a negative torrelation

between AWOL and overall l',l-ov of ,

# Eighth ;, . t there .• nugativtw correlation

between AWOL level and rea:ponse ltewl within each sub-scale.

* Nirth hYAot.Q: , Th 'he~ra :.3 a regative correlation between

level of performance and l~vul of A'.C'L.

• Tenth Hyvth•... o ThL.t ti,,- !a a positive corrvlation among

the 18 questions.
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The study will nct L u iul.yaa parrormance by munagrial

or supervisory

The atukV wil iuv. 4tzy.~o auaocia't AWOJL with turn-over of

parlsoirm*1 (alir wlio .ioýw bea&uuu it iv unrsafe to &*sum

that these two typ~u ofiI "ubo by t~he sawi variAble(s).

Tlhu btuAdy of4 aS~ u d~oldiorsr in a "peace-

tiU~O' ~Vi u~ar~mi~ c~Lwxiltlona, at. best. Therefore,,

of out~pu~t, Wit~h faull dpocLula.tion &a to th~e

diff'iculty of O ... Vki~v.rll poefon~aco rating, considering the

vary-ing dez~s~n3~ of. Jj'66 kt~ifjvity, pThyical endurance,

diffricul.ty, o1oarV& g~wA thoir &iubordinatas as to overall

yerforu~mce.
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*Ablglteelomn. Unscheduled/unexcused absence from the job for

more thain one-half day without a logitimte reason (.zemrgency, accident,

etc.). Absenteeism in used synonoymously with AWOL (absent without leave).

*Human/Job E.xtora. Aspect~s of the lob and the total work

environm~ent that. potentially aiffect performwi~ce. Thsee are priimarily the

factors in Herzberg's Motivation-liygiene Theory and Lawler's Expectancy/

Valence Theory.

*He/She. Throughout thi6 thaois I attempt to refer to soldiers

neutrally as to sex. In an-y c~o regadless of whet.her I refer to soldiers

as he, she, or he/she, "ia spýki of czr4e _had 2L soldiers.

.Corrpnd~r%ýtg r. fh~jre 6.r many teras suach as comander,

manager, supervisor., otc. ý,h'at 1 c~onsia interchangeable Zor m' purposes

in this thesis. Ragarlslez a-l )Who-l Iu U44 eouma~ars, managers, or

commanders /managlars, I a. th,.cm.~i~c or rion-coimmissioned

officers who are responi x o~ su pervaiaon 4nd/or ananagement of

i' I subordinate arilseci

Tha &i suj~c ~c ,~C 1  alb-&el ax'i r ;I tively co sistent

in their attitudes f7or -G11-l of -cheir tour of duty. This means

tha th on-time sampi.:', w"l f ~ aie approxiznal~on of the soldiers'

perceptions, perforianczo..c
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THESIS STRUCTURE

Chapter I provides an overview of the evolution of psychological

theoriest on motivation, managerial models and outlines the problem and

hypotheses.

Chapter II provides a 5wrvey of current r,=tivation theories and

related studies.

Chapter III explains the derivation of human/job factors, structure

of the questionnaire and proc6dures used in performing the survey.

Chapter IV debcribes the •ep-by-step analysis of sub-problems

I through 10 and testing hypotheses 1 through 10.

Chapter V discuasss the raeults of the Chapter IV data analysis

to include interpretation/opinion as to the meaning of significant

correlations and recommand '%ion, for fut'ura utudy.

.,.
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)660 hUL bem 3 6, 4rn ,uesful executives will have high saoro.%,

It wOuLA havo bein ,tt wt h a, uedarAta level of confidence (p < .1)).

IIjv Iht t . More succureaful executives will have high

owee, In nood for" powou'. This hypotheuis was supported with a very

hial (egree of cOM I'4n1c (p < .0o).

The fMial thrs3v hypotheses relating success in business to need

for autonoaW4 aggreoaion and dufurence were not supported.

A* pointed out by Cuimin, the findings concerning need for achievement

ire prot.bly the moot notaworthy. Thia finding not only supported

MaClellancds strong usaociation between need for achievement and entrep-

reneurial Auccesa, but was mho-n eo be related to success in a much

more divieraified sample of Lho business population. This result was a

considerable expanaion in Yhat tho team "entrepreneurial" applies to

only a small portion of butinessmen.

Another importaent result of this study is validation of the

hypothesis concernin6 tne r,-ilat'onship betwoen need for power and success.

This finding suggeuts thtt need for achievemsinu alone ie not the sole

criterion for difioranLiaýLng iore or less successful executives. That is,

successful execut'.ves have u naW for i.ncreased responsibility and control

within the organization. Therefore, according to Cummin, the typically

successful business 6xacutivo is the individual who is dedicated to a

high utandard of olcc ll . -t .work &.. .ik and to to asauwG greater

responsibilities and more control over his environment as he advances.

I. ,• I



The potential here ine obvious. By identifying &ad learning to

influence particular expectamcies and incentives associated with a motiv'e

network, it is possible to strengthen the aroused motivation or behavior

tenency. The implication# for managee* are that managers who sust

fit the demands of a job to a pattern of behavior, may be able to

uiloJti1l arouse latent needs to make the em~ployee, or potential

employee,, more nearly fit the job.

N ~Fredrick Herzberg beg=n with the age-old question: How do you

motivate employees? In his search for an answer to this question,,

Herzberg reviewed such positive "XITA"1 (kick in the ass) as reducing

time spent on the job., increasing fringe benefits,. human relations

training, sensitivity training, efforts at two-way cossaications trai In

job participation, and employee coluaselling.

As a result of this effort and his motivation research with

200 engineers and accountants, Herzberg devised what has came to be one,

of the moat popular and most replicated studies in the field of job

attitudes. kiersberg '5 theory has been known as the motivation-hygiene

L ~theory,, dual-factor theory and the two-factor theory. For the remainder

of this thesis I will use the name motivation-hygiene theory,

Herzberg and his associates (Hersberg,, Nausner, Peterson and

motivatien in the mid-1950.. He proposed th~at job satifaction is niot

the opposite of job dissatisfaction and vice-verna. That is,, the opposite
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of job satisfaction is not job dissatisfaction, but no job satisfaction;

and the opposite of job dissatisfaction is not job satisfaction, but no

dissatisfaction. This proposal included two categories of factors: On*

set of factors deals with the animal nature of man--the built-in drive

to avoid pain from the environment (Dissatisfaction); and the other set

of factors concern the human need to achieve and to experience psychological

growth (satisfaction).

. Motivators or Satisfiers: Achievement

Recognition

Work Itself

Responsibility

Advancement

Growth

* Hygienes or Dissatisfiers: Company Policy & Administration

Supervision

Relationship With Supervisor

Work Conditions

Salary

Relationship With Peers

Personal Life

Relationship With Subordinates

Status

Security

"i



35

In this initial study, Herzberg and his associates interviewed

203 accountants and engineers and asked them to describe specific

instances when they felt exceptionally good or exceptionally bad about

their jobs. Upon analyzing the content of these critical incidents, it

was found that the good critical incidents were dominated by reference

to intrinsic aspects of the job (motivators), while the bad critical

incidents were dominated by reference to extrinsic factors (hygienes).

According to Steers and Porter (1975, p. 88), "One of the most

significant contributions of Herzberg's work was the tremendous impact

it had on stimulating thought, research and experimentation on the topic

of motivation at work". The small amount of research done before 1959

was primarily concerned with laboratory-based findings or clinical

observations, none directly addressing the problems of the workplace.

Herzberg's work began to fill this void.

After this original study, a considerable number of empirical

studies designed to test the validity of the motivation-hygiene theory

were published and a heated controversy developed between supporters and

critics of the theory. According to Nathan King (Steers and Porter, 1975,

p. 116), the major portion of the controversy was caused by the lack of an

explicit statement of the theory. The five versions of the theory are:

I. All motivators combined contribute more to job satisfaction
than to job dissatisfaction, and all hygienes combined
contribute more to dissatisfaction than to satisfaction.

II. All motivators combined contribute more to satisfaction than
do all hygienes combined, and all hygienes combined contribute
more to dissatisfaction than do all motivators combined.
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III. Lach motivator contributes more to satisfaction than to
dissatisfaction, and each hygiene contributes more to
dissatisfaction than to satisfaction.

IV. Theory III holds, and in addition, each principal motivator
contributes more to satisfaction than does any hygiene, and
each principal hygiene contributes more to dissatisfaction
than doeo any motivator.

V. Only motivators ¼teraine satisfaction, and only hygienes
determine dissa-, ifaction.

Of the subsequent studies dealing with various aspects of the

activation-hygiene theory, Herzberg (1966) reviewed nine. He found all

nine studies supporting theory I and five supporting theories II and III.

He found no relevant empirical studies to support either theory IV or

theory V.

In consideration of all relevant empirical studies to "ate, Nathan

King (Steers and Porter, 1975, p. 131) concluded:

1. Theory I, although being supported by the Herzberg-type
studies and the subject-coded studies, has not been adequately
tested in studies where the determinants of satisfaction and
dissatisfaction were measurod by techniques other than direct
self-report, It is thus possible that Theory I merely reflects
defensive biases inherent in such self-report wasures.

2. Theory II has not been adequately tested in studies other than
the Hersberg-type critical incident studies. It is thus
possible that Theory II merely reflects experimenter coding
biases or defensive biases inherent in the self-report measures.

3. Theory III, being supported by the Hersberg-type studies but
not by the subject-ceded studies, merely reflects experimenter
coding biases.

.
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The following table 5gumm&isee six studies (1,220 subjects)

reported by Hersberg (1966, p. 109)1

FACTOR SATISFXUR DLSATISFIU

Aehievement 440 122

Recognition 309 110

AdvancemAent 126 48

"Responsibility 168 35

Work Itself 175 75

Policy and Administration 55 337

Supervision 22 182

Work Conditions 20 106

Relations With Superior 15 59

Relations With Peers 9 57

In the above table, the number under Satisfier is the number of

subjecta, of the 1,220 total, who reaembered a satisfying critical ineidunt

relating to the factor in the left columni. The sawe applies to the colum

under Dissatisfier.

Smdly~ Theory (Pr~Engn#

This second type of motivational theory is the cognitive process

underlying feelings of equity or inequity that result from the comparison

of what one gives to a social exchange situation (input) and what one

gets from it (outtcome), further compared to similar inputs and outcome

of others. Variations under the overall category of EQUITY Theory have

included the "Cognitive Dissonance" Theory (Festinger, 1957; eiders,
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1958)t "Distributive Justice' or' "Wxhan~el" Theory 19masl611 Jasquak,

1961; Pataheno 1961) and 1"4quity" or "Inequity" Theory (Adams, )96i,1

Indutrial Relations), and (Weick, 1964). Alhough there is some

variatLon among oub-theoriei, the genena thmst of them all i that

major deteruinant of job performance and sati•atction is the degree of

equit7, or inequity, that an individual perceive in a work situations

The theory prosensat two basic postulate& and various was. by

which the person may achieve equity. Flrst, the poetulates| (1) that

the presenc of inequity in a person creates tension in him proportional

to the mapitude of inequity pr•sent, and (2) that the tension created in

the person will motivate him to eliminate or reduce it. The strength of

this motivation is proportional to tUe tension create~d, For ethods of

reducin# the iAequity, a person may:

Increase his inputs if they ae low in relation to either his

own outcome or in relation to Other's inlat-outcom ratio,

W Dere&ae his inputs if they are high in relation to either his

own outcomes or in relation to Other's input-outceme ratio.

, Increase his outcome if they are low in relation to his am

inputs or in relation to Otherts outome-input ratio.

SDeceasie his outcomes if they are high in relation to his own

inputs or in relation to Other's outeom-input ratio.

"Leave the field." This could take the torm of quitting a jobs

obtaixing a transfer or absenteeisa.



0Act an Other. This way P"46 trMa Cognitit vely dstorting the

inpt-outceme Mtlao of others to obtain t better balaoce, to 0ausing

Other to leave the fiel,.

, Whaie the referent Other.

Since the early 1960s there have been many studies of varius

aspects of this heory. it pticular, a large number of stuities have

bees about the dyAmmis of ewployees in the categories ot "ofevpaid-

hourly", "loverpaid-piece work", "wi4erpaid-hoiurly", sand 'um~urpaid-

piece work". The forrat for these studies has generally been that the

experimenter, poasin is an employer, advertises for persons interested

in part-time work. The experienter creates the inequity induction Vy

paying the subject iwre or lee than the going rate, or by paying more

or leas than the going rate plus telling the subject that his/her

qualifications for the Job are lower than a coaparison Other receiving

the sam pay. The subject perfeow the tasks and is rated as to quality

and quantity of porfoari•ne. The four categories of employees, with

their projected mode of correcting inequality a&ro

.terlid-.i•ourv. The basic hypothesis is that overpaid subjects

will raise their inputs by producing more as a means of reducing inequity.

. OvergA,-Piece Rate. The basic hypothesis is that overpaid

subjects will produce higher quality and lover quantity than equitably

paid subjects. The assiuiption is that overpaid subjects will increase

their inputs to achieve equity. Theoretically these inputs lead to an

increase in either q"ntity or quality of output, but increases in

...... ......---- --
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quantity can o111 increake inequality because every unit to overpaid.

Therefore input. are inareaaed a* to qualityo and outcomes per unit

achieve a balance.

O ~ The basic hypothesi# is that underpaid

suabjec'ts decrease their inputs to achieve an input-outcome balance.

Attempts to test this hypothesis have resulted in Wi e,'d findings,

AUnderpaid-Pi4ee &&e. The basic hypothesis is that underpaid

subjects will produce a large numwber of low quality outputs because the

production of low quality outputs permits increasing outcomeS without

substantially increasing inputs.

Generally, all four hypotheses were supported by a volume of

studies. However, this is not to imply that the above conditional

hypotheses are a fool-proof way of predicting behavior. There are still

many confounding eleaents in the way of doing this, not the least of which

are the great variations in employee perception as to what in fact is a

subjective equity or inequity. A further question is, exactly how is the

referent Other selected? For example, does the referent Other change for

a person from situation to situation? Can the ideal self be the Other?

And finally, what are the determinants of the choice of the referent

Other? The questions regarding the referent Other are crucial because

any speculation as to how an individual will view a future work situation

will largely hinge on who he/she selects as the referent Other.
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.AXXgtAngy-Va.3ence _Thporr (Procgai)

Since expectancy theories differ somewhat In their definition*

of major terms and outcomes, the approach here is to identify the major

versions of the expectancy theory by proponent, with a brief eumwar7 as

to research done.

Axpeotancy theory is also identified under several names, including

Inhtrumnentality Theory, Path-Goal Theory, Valence-Instrentality.xpectancy

(Via) Theory, and Uxpectancy-Value Theory. I will use the term Uxpectancy-

Valence because I believe it more descriptive of the two major variables.

Specifically, according to the theory, the subject keys on an expectancy

of an m goal (VALENCE) rather than on a realised goal (VAWIA).

lxpoctancy-Valence theories have their roots in the early work

of E. C. Tolman and Kurt Lewin. Tolman (1932) discussed "expectations"

and began pushing for a more cognitively oriented approach. Also, Lewin

(1938) presented a cognitively oriented theory of behavior including such

term as "valence" and "force", Out of this basic work by Tolman and

Lewin came a nuaber of very isizilar theories. How ever they all sees to

agree on so** basic propositions such that valence and expectancy eeoMine

multiplicatively to determine behavior. That is, most theorists maintain

that the strength of a tendency to act in & certain way depends on the

strength of an expectancy that the act will be followed by a specific

~ '' ' -A "e h v.ue or at~tractiveiness of that

consequence to the subject.

Vroom (1964) proposed the most frequently cited expectancy theory

of work activation. Vroom begins with the basic assumption that, at any
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give~ai U,•a', a l: , px~..- .wo. ~ outconaw over others; that preference

rfers to a roiia ..cnip ig xc strIngth of a person's desire for,

or attraction to~wrc, Od o o Vroom further emphasizad the distinction

between va1ýn; + '. . .II), "t•y individu"I may desire an object

but derive littlj oatisfaction from its attainment--or he may strive to

avoid an object whi&ch i i4,cir tida to be quite satisfying." Further,

means acquire vaio(.ic.: ab i eQu! or their oxpactod relationship to nrds.

Vroom (def7ines • x .~�-.z 'vidual' belief that some particular

outcomo will pro•oaýi - f-.i'i evior. This belief can vary from

certainty that thA .''. follow the behavior (subjective probability

of 1.0) to i.L.• . . not (bj"ive ptobdbiliy of 0.0).

Vroom'8 thiLr4 v &:c.-'.. d..,.,.; od ao a diractional result of the

combination oi" V,.&.\.,.:• ,. ,.&,ti',iyQ Vioozas variables are related

3UcJ that ,.: 4.pWCtW z X Valence (where valernce

is instrua nt:v,' .,. .... 2 'ý . •ei by Vroom (1964), the following

oi . j' o'`k1cm C"0 LL~ ~ pfaý-oi is a
iaontoniiýýLA.,; ýo tnc &Sub'raic sui of the proucts

Cof the atchio COACPtions of its
in~rumant.L.4 ~of theso other outcomes. (p. 17)

J, *, ¶-orso to~ porformi an ;xct is a
CA sý= of theo products

of h 0 V&Lwlfný;z &.i. Y,, utrength of his expectancies
that the ; . r tof those outcomes.(.18

-6ýý 0 U6%'It.LAJ LJyV LU U1*

analyzing lloutcomisll az5 ha.? w a , work role auch as "effective

performer", "manager", "d "gmou uiezabar". he posits tha-%t whether or not

a person is performing in a,;cord&nco with any p&.rticular role cam be

pr~ p ~ i.•.! ••S m•.•.-,++,,•5,,_+.. i~i <'..-.,..<, .'.. .,+u %++' •X ° O• h l %,%•0nL'
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deto~rzad.ned by eacm~ring hi behav~f-or to standards of role performance

which i*~ay be oithf*r ArpiciLx'Iy or imnplicitly stated. Graen also defines

three clas3sev cox: o1 ve, &x r~aslt from the successu prformace

role3. Qae ct wiv t: c rowardlis such as feelings of achievement

after having accoz~AIa'id soixjae .fi-valued task. A second class of role

outcomes are rxe-uý2ýy zaiae by some significant Other such as a

8uprvior ho o~o~i ucki things &a pay or promotion. The third class

of outomes i au -c wf-I1h the wvork role. These include ouch outcomes

as status in the co~luty asoociatmi with the role of "top executive1'

Porter and Iaw_'-- -,'11)6) pro~pose that the Amount of effort exerted

toward job performarcie. do jto n how swich a person pref era likely outcomes

of effe,,tive pernr i,. v~u of reward) and how mu.ch he believes the

outcomh)5t follow the of effort (effort - reward probability).

Or as sumt~awaod 1Ar ' ~ Lawler, Koplin, Youn~g and Fadui,,

1966., p. 208);

Ar, in 1vi,ýU;4, orc,, to porform where Z
orpt~c~th.%,. 2':.~J c4ir i;) 'Ill rowalt in ah de~sired performance

¶(F), Thi!. owin ."I by 3uceA- variabl.eo 4m elf-eateem, past
i~rv~I~ ~ ~, 'ho o~tua.l aituation an comumnications

froia othors,

P -. pofiCAc will..~:-, L~VY ~~~O~ lead to a
dSri %Atoi *1:. X by vi-ri~bles ag
past e.ei . of outcomed,

., j ý. $ C.t CC)( -1~ CQ -e'd

w-lth v~2lu V ~ .x~.e7~lrico ra~ from +1.

Caapball, Duztte L-w2~e: Woiok (1970) and lHeneman & Schwab

(1r12) providei an exte~naive review or research on expect~ancy-valence



theory. These reviews gnGý7aly conclude that Vroom's theory ln ateý,

modificaations, are oiairic;"1y supported. The two studies described

below give a feel for -ch 6y-pe results I'ou=.

A typical. 5-6uy -a~o:ng expectancy '.heory' to generate predictions

of how hard employofu work on the job was conducted in 1963 using

measurement teohniques wý"pG~d froml the attitude theory of Fishbein

(Haclamu and Porter, 1968), The setting for the study was three comparable-

size offices of d phn coii,.any. -Subjects were 82 female service

reprecentativea ý,n~bz officeis who had been on the job for -mre

than t~ee ~ .. ~ ~wera dweige to determinjx amp oyos'

perce~ption of th,, o:~ "working hard" on the job. Some of the

statemrnatts Weru:

Ifa. or. the job, she is more likely to feel

a sense of . Ainntat the end of the day.

If' a perý,an ý.oý iii- on the job, she is likely to receive more

complimecnts and~ pri.; .%x hor aup.orvisor.

1 f a pot - t;o.i nfrix on the job, ahe its likely to receive a

promotion more quickly.

in thiv~ sxu , wits ineaant to bob work quantity,

hence work q~uality wat aoa oinly fromn the &*paect of error rate. The

study reaulitod in tý, u:Lpoyiub oxpocutancy correliaing positively
(r ".40, p<~ 01 witi; o t~~ f wor- it ivzrafii~an

negatively with erýoya 6~rior rate, in oupport of the expectancy-valence

theory.
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A secono variation of the Vro•m iasic expectancy model was
proposid by Cagpbcill& nn, zte, Lawlvr and Weick (1970). In this "hybrid

tte e!petanc aoned Wc (190)

expectuncy atods" ýn~•y aadeess the need for more explicitly defined

perforz-Ance goib, .1 cuL s task goals as to being established either

externr.lly by tht •,• w' x.ork group or internally by the individual

himself. Sca eamic. o; t;°,ea task gcals are production quotas, quality

standards, and project timo lrmits.

Campbell et al. &!so ditinguish what they term first-level and

second-level outcomea, Firs,-Iavl outcoma6 are directly tontingent on

effective parfor=IaiC.i 1,n accomplishment of task goalb. These

tirst-level outcomoa car be cs thor internal, e.g. the intrinsic rewards

of grouth and ree*i ofi , vag.nt, or eternzal, such as the extrinsic
rewards of job securi'.y ,j x, ý4 p'. .on. Second-level outcomes, such

as houuing, ldood, &., , -'reodom from anoaaty are attained

as a rosu'.t o:' olt v O sC

It P, b , .::,.. , that Vroom'a original model has

receiv(4 i ...- :..+ - •.ýoaiiication. However, tneao

moditicattionn ,A,*• ... . .... ,u. , q Vi6c reiationshipa he proposed: That

the prcduct oi v.i.,.z.. . . t i ! ciractly and causally related

to le vol oi, _)i Co ".

(Ar'ying : ": .A, or . •x~0c.arcy-valence, G.rgopoilai,

U4ahoney a"Q Jvnez t..,ay io &li " auiintulity Thery"

in an induistrial 4" "oh(y cbtainia easure of the perceived

instrummntality of high and low-neod groups based on their r&nking of

three of these goals-, '%&klng money in the long run"; "gettir.g &long well

• '. • &~~' -~~s*. .r ŽV. ~ ~ v~Z-
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wJUh tk wOV'k %4NRA'P, , *'oouiLion to a hig;hwr base rate". The measau':,

of poQhA.AiVI;.Y %II J U~joct reportu of tho percentage above or

bal~ow ',li v ~ .~hoy had reach6d F~inully, the workers

woroe d,,vije4 ý -. ,a, tow ,'et*4xom groips on the basie of their freedom

to 'io thair i" • ,, , . i•y •'okaul thatt First, high productivity

was 44011tv Vl~ Ll - pk, thuit high productivity leads to eac~h of

the t•,'Ot goId .f , (<uW-•'-... , z c'n, for those workers who ranked the goals

4a8 IMPWI'ý.&Yt t,, ,. . .ow s perceived instrumentality

•uMd produativliy ,t,•,.o : F ic:tLy ni•iar for those classified as free;

and Mnwaly, th,,M- )u,,i webro botli free and had a high need on an

item fl~owed a tt:n.,, , , : between purceived insLrumentality and

produ,%.:ýv.Vly thIA ,z. ,, with &xny other combination of these two

Sac, hb, v ,or. . 'i. . study ppOcIrs the hypothesis that

uu. ,Ivi•• .. ':....... ..... .:.oi'.ivcad irtxtrumentality toward the

Afttr havinl, rov-i.,wi thl major theories and research in

motivation, wO no' .k N .,, as to .tato-of-the-art in influencing

motivation and thOi O vo,. for approaching the crucial question

Of. W.,t iS th .•-...L .,.. .2 .,..., . Job attitude and job behavior?

Managers and LrLa,;-a,•.t',.%,•'.ai. c7ieares;ars have been interested in

this relationship nince ;.. sa et tha h'-uow rolations movement of the 1930a.

However, in those days the relationship was not a question, because it was

NA
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genere&lly assumed tiat job satisfaction "caused" improved job performarnu.

The m•unagarial warching order seemed simplet Keep Your emDlq-Yees tie:&&

This rather compla.Aont approach was interrupted primarily by two worksY

Brayfield &M zoe` i-p. 396) oncluded that . , little evidence

existed of any •imiplo or ivo;, appreciable relation between job satisfaction

and resulting pi;fo-,-a ' d Vroom CL964) analyzed twenty studies that

measured satisfation ja , ordan~e and found that the two variables had

a median correlation oZ only ,J., These works actually sparked the

satisfaction-perforne ¢natroverey which eventually led to the three

competing h, ,.thG% n ,) ., ion leads to performance; (2) satisfaction

and pea'fornaau n x.u ; -iatod and are each caused by a third

(or wore' set o l., " (3) porformance leads to

sti is fc• on~,

2, o• ,. _.,n.Lea46.to pero rman a.

'Va;.1[.; ,.~ti ?,hootjry is probably the best ex• •ple

of a currec;-ý 'or~J ~ ct -ý-a -opefra idea.

A3 M3Ationed e lc.,•':v ',%IL 1 ,4,•,, un. o; thu iaost ruplical~od &heoories

St(,,\..... ~.• .,- -. .... oZ . .rep it.ats a• •a.yzd job

3atifct ! , .:.-..-.Y".,.. • s in , and/or their

rel&tionahip to 6aoh ootd, •. :..h, Ziti.,oaia&tdo to perforawice.

Therefore, as viv,,a oay ,xbt r',eejc-rclior, the empirical validity of the

satisfaction-performrance relationsnip specified in Herzberg's theory rest$

entirely on the original study of 203 accountants and engineers.
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Expectancy/valence theories such as Vroom's should also be prime

candidates for getting at the satisfaction-performance question, since it

should follow from his theory that the force exerted on an employee to

remain on the job is an increasing function of the valence of the job.

However Vroom s review of twenty-three field studies investigating the

relationship between s&a isfaction and performance revealed a median

correlation of .14. This means that satisfaction explained less than

2 percent of the variance in performance.

Some of the iasor• for the widespread acceptance of the satisfaction-

causes-:performance propovitin are intuitively obvious. Acceptance of the

idea is the path of luiat rb3iatance for the manager, for it is far more

pleasant to increaso &n employee's happiness than to deal directly with

his performance when a perfo nce problem exists. High job satisfaction

and high performance are both good. Therefore, it is assumed that they

are rela-ted s~ince "A-11 Lrned ___n1- -m together".

As doubt bega" to appear about the widely accepted interpretation,

William G. Scott (1962, p. 93) stated the problem as such: ... high

morale is no longer conuidore a a preequisite of high productivity.

But more than this, the nature of the relationship between morale and

productivity is open to serious questioning. Is it direct? Is it inverse?

Is it circular? Or i1 the.re, ny rola'ionship at all between the two; are

they independent variables?"

The crowning blow to the universal acceptance of this proposition

seems to have been provided by the previously mentioned analysis of

B'ayfield and Crockett (1955). Their fifty-study review left little

doubt as to the uncertainty of the satisfaction-performance connection.
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Next, we have tha proposition that performance and satisfaction

are caused by othor va La.blto This ia not truly a separate category in

that the primary moc el by -rcn "nd Simon actually hypothesized that:

(Steers and Porter, l f. 229) "Motivation to produce steus from a

present or Anticipatcd stato of discontent and a perception of a direct

connection between inaivijO"! production 4nd a new state of satisfaction."

This hypothesis is th~t performance is a function of two variables:

(1) degree of satisfaction experienced, and (2) perceived instrumentality

of performance for the attainvent of valued rewards. While this model

indicates that both •isbitfaction and instrumentality may affect amplitude

and direction of perforw, i.t provides the possibility that a dissatisfiod

employee may not see perfoi-mynce as leading to satisfaction, or he/she

may even see nonperform•nao & a'Lading to greater satisfaction.

March and Simon au not uýscount all connection between satisfaction

anld ........ . . " . . tht tha .-Uag will be we'aker

than with the other t-wo (rooione (satisfaction* porformance, or

perforuance-ýatidfaIci.-oý d, 'L . one o. a combination of the following:

(1) job satisfaction ma yeJat Yrm rewards not based on performance;

(2) even if the bploreo o the desired performance, the resulting

reward will not -,,ce ar•4 , ne anticipated reward; and (3) during

the delay from ba,&vio.• ý.o %Lt• ha worker's level of aspiration may

be raised enough i .c, - J,.,c :nkn e for the reward value, leaving the

worker at least &a dl atiufloQ &6 before the performance. With March and

Simon, the question of J and h tho subject will perform is primarily

a matter of interaction betwaun the levels of expected value of rewards

and aspiration levels
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Finally, we have the proposition that performance causes satisfact6Ci.

The most prominent model here is provided by Porter and Lawlor (1968).

They provide a model that posits circularity between performance and

satisfaction; however, the most direct linkage gives performance as the causal

variable and satisfaction as the dependent variable. The model is structured

as follows;

I
I

Perceived

Value of Abilities Equitable

Reward & Traits Rewards

I i I

~, Performance Rewards
Effort J(Accomplish- (Fulfill- ction

{ aent) ment)
-iI

Perceived Role
Effort- Perception
Reward Prob.

Figure 1. Performance - Sacisfaction. (Steers and Porter, ji•,ivation
and Work bekavior, New York; McGraw-Hill, Inc., 1975, p. 232)
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Note that for Zati ction ;o inuenew performance, it must affect th1e

value of the rew'rat wc.iv which in turn interacts with the perceiv'

effort-reward linkage to cutoi-xiaa level of work effort. Therefore, effort

moderated by role prceptiornu, abilities and traits determine performance.

Porter and Lawler concludb that clue to the number of intervening variables,

it seems unlikely that satisfaction (or dissatisfaction) has as much

impact on performance ds performance has on satisfaction.

In conclusion, regardlosa of personal preference as to motivation

theories and ideas, ono point seems clear: Satisfaction and performance

studied alone or 8 ' r a aseociated with many covariates. This

indicatoe that reaezh h,.Q not accounted for a sufficient number of the

variables that way affc't".ho i rength and direction of motivation, or

that thoy have not b * •qua-.Oly associated with performance. In

considering the impact of ti: foregoing on the manager-Wployee relationship,

I az?-A A with Charin ij, C IŽn i 2n Steers and Porter, 175, p, 253; ..It

apparen that th wahoiýý objoctive is to significantly improve his

subordinates, perzoyini, " .; - difficult but by ao means impossible task.
The pati of least r s .i-that is, increasing subordinates' satisfaction--

simply vdll not woA"'. :Howe'er, this does not mean that rewards are not

& neCesSay fIatorI :.n o' Aopriate perforwance-raward contingencies

will result in impco'•l , if such improvement is not restricted

by ability, direction pcbitua or by performance obstacles. Use of

differen¶Aal rewards may r ýquirj eourage by the manager, but failure to use

these rewards will have far more negative consequences.



Motiv4Aion it, clfiot tha~t wh$.ch naorgisse, directs, and

8autalns behavior. in•t, viriablea can be fowad at three levels in the

organivational skttlrk,'. ,'nrt, tome are unique to the itrividual (attitudes,

interests, opecific nio•is, ate,). Second, other variablea stem from the

nature of the Job (dogroo of control over the job, level of responsibility,

etc.). Third, still othar variables such as peer group relations,

superviiory practicas, systemwid rwa~rds and orRanizational climate

were found in the larger work situation or organizational environment.

Further, it wan emphasivud that instead of viewing these variables

as three static lirtti oi Itamau, coruiiderations must be given to how they

affect one another &nd chawge over time in responue to circumstances.

In other words, a syst~rnmr approach is necessary to fully understand the

dynamica of the motiwvt,: o, si.uation, The individual was Been as being

4- .. cnt.nt : "J'f fli.ý to -tivational diroction and

level, basea on tie i-'turu, titrungth and interactive effects of these

three groups of va rJi.,e. "-,•..

An analysis ,:.x<:: . po-,-s`nted reveals that several INDIVIDUAL

characteristicL; cti-. r •n.a significant influence on employee perforuance.

For exaxVlo, there i, %oo% ov:idence that individuals who have a high need

for achievoment gunex".lly z6:.2o• better than those with a low need (Cummin,

1967). Other evidanco (Scw8-4 & Porter, 1.975) indicates that persons who

have strong negativw attitudes toward an organization are less likely to

get involved in organizational activities. Locke and his associates

(Locke, Cartledge and Knerr, 1970) provide laboratory evidence that personal

.,....... ... ,.. - a ,1 ... ,',1 t4 *- t, .i& J Y 4, J. . U .- .., J,,, k I,' , i-,4<,4 " d



4pil'ation level wi a taeo oan k)% an accurat~e Idicat.or of actual

pe~~tcFijillýy, Mau' (1965) iuid o.thera fowid that L)rgyi

&tisqiity -W a 10 Lat~uutton wai o4oarly aivaociated with chanfles (up or

down) in pertforuanca lnwi,• While the lint, of e.x.plee could go on,

these are reproeantatlvo of tho findingi that generally eupport the

charges that pavmoril 6iavut t.i~t tis uniquo to an individual can have a

aignificant. impact on hiriho. iqoO' behavior'.

A aizila%$ ýttcr~n mmru o when nonaidering 40S-RXLATUD

chractoristica. Lzwliu k19o9), hulei (1971), Steae and Pozi-er (1974),

and othra havo p.n,•wiQ,4 avidence uhowirig that variation- in the nature

of the 'Oask itsilf (tan uInfl.\nce performance and satisfaction. Howevar,

these oonsideraton.-i iuwL tempeai'od with considerations of individual

characteritics, For , seovoral studies found that "enriching"

ployc job, ,\ .4,, , •' ui vurioty, autonowl and responsibility

tanded '.o relault tn ... \.'ov, E',t•1fCn, Howaeyer, much stronger evidence

emerged wlhen indiv,..i .;..- istic• wore considered. It appears that

Aot VO,•-o6 , . ..... w, ...0 s,,,o ctgr-ee, an "enriched" job, nor

does erave/onoe orlo-, .t.e .-ri,: ascigned to one. Consideration must be.

giv.. to th r ,. . o,. ti,,i iz•i.vidual such as whether, and to what

degroe, the worker ho, c',-' ;iciciaveamrnt, power, and so forth, when

a onsidering tho job ut•. ct...

Finally, onr, , i.. cn.:2.. (.ho effect, of WORK ZNVIRNMENT on

motivation and perfo:i•nc.. a,.>ll et al. (1970) studied the available

research as to the envivonmental impact and discussed the importance of

such variables as group influence, leadership styles, and systemwide reward

. .- - - - - - - - - .1.J~tt ~~,~~&Sf~l
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structure as they relate to employee performance. but again we get

back to the integ-aaive ýuu.r of the problem. For example, it is poss;.ble

that high group cohesion (6 work environment characteristic) may be a more

potent LnfluuncQ o.-, bWavioi' for a person with a high need for affiliation

(an individual ch• :rijic) than for a person with a low need for

affiliation. Also, porzuaois with a high need for achievement may care

les1 ahaut group coheuioni Lhan aoout economic rewards. In any case, for

the work enviror-naet, aa voll f or the other two categories of variables,

the mosi importarnt 1o' -.: : we study relationghips among variables.

rather than focu3 on onr -ype of variable.

Of course, t.h0 L i-L ,eSS of a theory or model is determined by

the degr'ee to which it can account for a wide diversity of variables, while

at the same time tntegrac t,.in into a cohesive, unifying fraxework. Such

a theory should account -or va•--ables from the above areas of idividual,

job and work ............. At this point, without attempting to judge the

five major theor~ea as to ti overg of all important variables, I

will briefly review saci -. ligi',t of the three categories of variables.

The theorio of "'i2 wc (•ecd Hierarchy) and of McClelland and

Atkinson (Achiev . -. tx.s.on) -• primarily individual theories of

~tivrationo While. thoy • ••.; e.ily ignore the job environment, the

primary emphasis i ,-.. . . -icso It is easy to see how

job factors could play • r.jo. role in both models. For example, for

employees with a strong aeetsd for Maslow's self-actualization, a work

environment that meets this need could go far in increasing the employee's

propensity to stay and participate. A similar proposal could be for

.. ...
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creating an achievement-orienated work environzent for employees high on

the McC',elland-Atkinr~cm rieea fur ahlaevment.

In contrast to the two m'ajor "need" theories which focused

primari'.y on personal iduss iierzberg concentrated on the nature of

tasks which the inciividu,ýA munst perform. H-erzberg considered that,

although work anvironiuýnt -, ni.'Ovant, a much more important consideration

is wheth'er the emp:loyee -.2ar>iva tne job aE; providing recognition,

advancement and achieavement. Teo;:5fore herzberg's emphasis was on job

enrichment as the beat -,iwy to increasa satisfaction. Another aspect

of Herzberg's contrilbziori becomes clear in historical perspective.

Before his initial "~o~: ho lato 1950s, most managers and researchers

were co~nsiderinF onM-Y tV- w teg:K of variables as potential sources

of motivration and o-" i:' -$VLUAL variables by such theorists

as Maolow and or c tkie KkK~ ýAVLRONM variables of

supervisory relavione, pdy 0Ž-&i'iiQi, etc. hoirzborg, in effect, plugged In

that ver'y esaentla± 1~ :itrins:Lc a,,pectb of the JOB itself.

kdamle 6~z t< moi.~ keoyts on tho. relationahip, between

individual ýh c~~ WUv. tt.J toward input~s and outputs, tolerance

for feoe'inga of .ndt, c~~ he work onvironment, particularly

nyute.inw.-d revaml d;of; not deal with any

Category uxv~r~K'~s 'ie~~~ he int~eractive

effacttb among all Z,0va.

Finally, the cyv t;~ heory mkes an attempt at.

coverir~g all three cate~c~ila of vdriablaa (indiividua~l, work envirornmnt
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and the job) by dealing wit~h the concept of perceived equitable reward

and the necessity of recogni~ziftg variations in individual need strengths.,

It also acknowl.edges thait pe~opla have different beliefs and expectations.

Fjxecta:.icy-valenc6 tŽiuory covtý-r job-relatod variables by piting out,

for exwAple, that jo*e& rmay at tiiws serve as sources of

intrins:.cally v,ýalutz Ti : theory also focuses very explicitly

on several work evi~roiw;nt, :fuen coo on -performiance, particularly those

influencas relati~ng to r vtures. but again, this theory, as do

moat others, emph~asizes the nee;d for anialyzing relationships among

variables.,'for a ftCll urcoz~,tandm of their imopact on motivation and

In su iy, o'rh of7 tro -the~ories has mnade its own significant

contribution to the btuQy of worIR raotlvation. It is apparent how much

progrea& h~as been madic ainco 'th6 %ire of Fredrick Taylor and scientific

MW4 jS;WM I* VQU 6WLZ5&IVWO ""A~ " V41 UII.L.~j UW1I.LYVSIAJS r1 VLY4.JVX1

study has also progrehaod sirnci. tho hum=~ relations movement in that we

no longor consider a satifiod 'worker a productive worker. In short, we

live today in a coiwplcx e,%:caty vn )ro mployrss have co'. 4.o expect more

from thuir jobv in thiý way of botn nat~rzlnic and extrinsic rewards. Further

research is netxied to cwevo'.o:p .vow oi~o~ for eatisfying both m~anagerial

dem~ands for gr,&at~o Q'-v.; .ýn! =1 rployom neads for increasingly

meaningful work
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A a•&•N'fEISM

While the thrust of this study is examining the satisfaction-

performance question, irxi a.sso looking at absenteeism as it relates to

satisfaction. As expla :Li in Chapters I & II, each subject's supervisor

indicates the nuaberrof haIf-days AWOL during the previous month. I will

use this figure to determino correlations between AWOL, satisfaction and

performance.

Most research in this area nhas grouped absenteeism with turnover.

Since 1950 there have been four major reviews of the literature dealing

with turnover and abaentescm; brayfield & Crockett, 1955; Herzberg,

Mausner, Peterson & Capwoul, 1957; Vroom, 1964; and Schuh, 1967. These

studies showaL a con~i. •t Jtve relationship between job satisfaction

and the propensily 1.o 0 ',ve). how;ever they found a sligntly

less netey-stott r", -LinntA hin between lob satisfaction and

absentecism.

SAn exampi ,i .,:r; ••;- •&,,u' rvieweq it• given by Ifulin (1966).

Two reltted stud.eb -...tg the impact of job satisfaction on

turnover among fW w....I woznt.)rt, began by using the Job Descriptive

Iadex as a rea maare c ,, . The scidies satched each subdect

who &ub-30quoI&4 It -ct th. llowing year with two

omployoas who stay&•/ &ýi t:.' %.,; , cant oifferenceo ware found

between the "stayer" an,! t1., ':vev" &roupj ab to nean satisfaction

scores. Further, leavora coulc, uijually be predicted, based on their aoom

on the attitude scale, aa much ao one year in advance.
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The fact that most studies have grouped turnover and absenteeism,

and that these variables have been negatively correlated with satisfaction

on the job, led to my hypothesis concerning the relationship between job

satisfaction and AWL among U.S. ArM soldiers. A- stated in Chapter I,

I did not approach the relationship between job satisfaction and turnover.

V -



CHAPTXR III

RESEARCH METHOD

As indicated in Chapters I and II above, theorists have approached

motivation from almost every conceivable angle. I reviewed this work with

the question: What variables are associated with behavior on the job--

performance? The Need Hierarchy, Achievement Motivation and Equity Theories

were helpful in gaining a perspective on the full range of human behavior,

and behavior in the work place. However, these theories do not lend

themselves to the narrcw focus of this study. Therefore, as to what I

consider to be a logical extension of past work, I chose the Expectancy-

Valence and Motivation-Hygiene Theories for several reasons: First, the

Expectancy-Valence Theory is a very direct approach to behavior, using the

three variable: E - P, P - 0 and Valence as defined in Chapter II and

second, I believe that Herzberg's list of human/job factors are very good

discriminators of job satisfaction and dissatisfaction. However, replications

of Herzberg's theory focused on satisfaction rather than on performance as

the ultimate goal.

Therefore, I have extracted the primary variables from both of

thene theories to construct a questionnaire as a research/survey device.

The statements/questions, to be rated -n a scale of 1 through 9 as to the

subject's extent of agreement with each, are as follows:

.1. My job performance gives me a sense of achievement.

.2. This job allows me to gain the recognition I deserve for

superior performance.

59
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.3, 1 Uno y doing my job.

.4, My job alows me to assume as much responsibility as I want.

.5. 1 feel, th~at this Job helps my advaneaaent opportunities.

1, foul that thi"j Job provides me an opportunity to develop

Wy Capuabilities.

17 1 feel thut company policy and administration it fair.

i.. 1 feel that coxpawiy supervision is proficient and fair.

.9. I enjoy a good relationship with my supervisors.

.10. 1 consider my salary to be fair and adequate.

.. 1. 1 conz-Ader nV wovi-ing conditions to be adequate.

.12. 1 enjoy a good relationship with my fellow workers.

.13. I feel that my personal life (home, family, etc.) help ie

do a good job.

.14. 1 am oatified with the status my job provides me,

.15. My job providos a feeling of security.

.16, I Leol that L am capable of doing my job well.

.17. If I do F, good Job 1 will be appropriately rewarded.

.18. I C', A that t~h Ai'Ay's present policy of rewarding good

performance is fair &rn. a

i ote: The above cA- stiorir &ro wub-scaled as follows: Motivators (1 - 6),

Hygiene6 (7, 8, 10, ii,, L& & 1.5), Relations (9, 12 & 13), and Expectancy-

Valence (16, 17 & 1o),

Accompanying the above questionnaire for each subject is a form to

be completed by the subject's immediate supervisor. This form has the

supervisor's rating of the subject's past performance on a scale of 1 through
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9, and indicates the number of half-days during the past month in which

the subject has been absent from his/her job without a legitimate excuse

(AWOL).

I am limiting the structure of the surveyed population to U.S.

Arn•v soldiers (male and female) in the grades E-1 through E-4 because I

am focusing on workers rather than on managers. As to job category, there

is an approximate balance among the three U.S. Army disciplines: Combat

Arms 49g, Combat Support. 51, and Combat Service Support 56.

Composition ranges from artillery and engineer soldiers in combat arms,

to signal and military police soldiers in combat support, to medical,

administrative and supply soldiers in combat service support. As to specific

subject selection, subjects were randomly selected from within units

stationed at Ft. Hood, Texsj, Ft. Carson, Colorado, and Ft. Leavenworth,

Kansas.

Data from this survey is analyzed in Chapters IV and V to address

the problem and ten 8ub-problems (Chapter I).



CHAPTUR IV

DATA ANALYSIS

GklERL

Chapter I describes the problem, with ten sub-proolems, and ten

corresponding hypotheses. To provide continuity from each sub-problem,

thru each hypothesis, to analysis of data related to each question, this

chapter is grouped into five categories of analysis which include the

ten questions in sub-problem/hypothesis order.

RELATIONSHIP OF RESPONSE LEVEL TO PUiFORMAN'JE

question 1: How do subject's overall level of response correlate with

their rated level of performance? This problem was addressed by entering

each subject's composite response score (total of all 18 responses) and

u• - ...... ..... '^ +' •ittion of the Pearnon correlation

(r) formula (two variables per subject). As predicted in Hypothesis 1,

the resulting correlation was: r .35, p<.OOl.

Quiation•2: How do subject's level of response, on each question, correlate

with their rated level of performance? This was also addressed using the

Pearson r whereby each subject's response on each question was entered

with his/her performance rating. Again, as predicted in Hypothesis 2,

there was a positive correlation between level of response and performance

on all questions except question 12. Results are as shown in Table 1 below.

62



63

TA BLE 1

Correlation ýýtweer Response Level on Each
Queation anzd Performance

Question Correlation With Performance

1 .22**

2 .26*-*

3 .19*

4 .26**

5 ,21-*

6 .16*
7 .22**

8 *

9

10 .29**

l l .26"*-

12 .03

13 .17"

14 .26**

15 .29**

16 .26*-*

.• -1 7 ,2 1 "*

< *p < .05
S~*'• < .o1

I.H
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Question 3: How do subjects, level of response on each question, by

discipline, correlate with their rated level of performance? This is a

more detailed look at how each discipline's level of response are

correlated (Pearson r) with their performance rating. As shown in Table 2

below, these results are more mixed than were the composite comparisons

in Table 1. The most consistent support of Hypothesis 3 is in the

discipline Combat Arms.

TABLE 2

Correlation Between Response Level on Each
Question and Performance-By Discipline

Question Correlation With Performance
CA CS CSS

1 .38* .02 .16

2 *37** .23* .08

44 .46** .22 .09

5 *35** -. 03 .18

6 .36** -. 16 .17

7 .27* -.04 .30*

8 .39* -. 07 .22

9 .34** -. 06 .19

10 .30* .26* .21

*p < .05
**p < .01

CA - Combat Arm
CS -Combat Support

CSS - Combat Service Support

, ., ' 4•,'~~ 444 ~ ~ ~ ~ 4 ~ ?~4*¶,?4*?C' - ~ ~ ~ ~ 4
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TABLE 2 (Continued)

Correlation Between Response Level on Each
Question and Performance--By Discipline

Question Correlation With Performance

CA CS

11 .27* .07

12 -. o6 -. 08 .30*

13 .17 .05 .17

14 .43** .03 .17

15 .46** .01 .24*

16 .41*1 .03 .34**

17 .26* .07 .29*

18 .15 .09 .33**

*p < .05
**p <.01

CA Combat Arms
CS Combat Support

CSS Coabat Service Support

Fg
"L- S 4
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Queggion 4: How do disciplines' level of response within each sub-scale

correlate with performance? This is a further breakdown of results by

comparing disciplines as to how response levels within each sub-scale

correlate with their rated performance. This computation uses, for each

subject, the sum of responses within each sub-scale, as compared with

performance level, The consistency of support for Hypothesis 4 by Combat

Arms is not shared by the other disciplines. Results are as shown in

Table 3 below.

TABLE 3

Correlation Between Response Level and Performance
By Sub-Scale

Performance By Correlation With Response In

M H R E

f CA .48** •47** .24* •33**

CS .34 .07 -. 03 .08

CSS .16 .37** .28* .4I**

*p < .05
**p.< .01

M - Motivator Items
H = Hygiene Items
R - Relation Items
Z -Expectancy/Valence Items

N.' ;.7 ,.,. --.
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COKPARISON OF DISCIPLIMES AS TO RESPONSE IZVEL

Question 5: How do disciplines compare as to overall level of response

on all questions? This computation is via Chi-Square as follows: First,

the grand median was determined for response level by all sub6ects on all

questions; next, the subjects were divided within disciplines as to number

above and below the grand median; and finally, a 2(high vs. low response

level) x 3(disciplines) Chi-Square table was computed as shown in Table 4

below. This analysis supported Hypothesis 5.

TABLE 4

Observed and Expected Frequencies of Response
by Level of Response and Discipline

Response Level Discipline

CA t

High Observed 25 25 30

Zxpected 24 25 27

Low Observed 23 25 24

Expected 24 25 27

Total 48 50 54

X2 .75, df 2, Not SignificantW,
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Quesgion 6: How do disciplines compare as to level of response within each

sub-scale? This Chi-Square computation is a further comparison to dJtermine

if response within sub-scale is significantly different from the overall

response as shown in Table 4. Hypothesis 6 was supported in all sub-scales

except hygienes. Results are as shown in Tables 5a through 5d below.

TABLE 5a

Observed and Expected Frequencies of Response by Level of Response and
Discipline--Within Sub-Scale M

Response Level Discipline

CA CS CSS

High Observed 22 23 35

Expected 23 25 28

Low Observed 24 27 21

Expected 23 25 28

Total 46 50 56

x2 =3.91, df 2, Not Significant
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TABLE 5b

Observed and Expected Frequencies of Repponse by Level of Response and
Discipline-Within Sub-Scale H1ivienes

Response Level Discipline

CA CS CSS

High Observed 20 25 35

Expected 24 24 27

Low Observed 28 23 19

Expected 24 24 27

Total 48 48 54

x2  6.16, df 2, p< .05
t

TABLE 5c

Observed and Expected Frequencies of Response by Level of Response and
Discipline--Within Sub-Scale RelAtions

Response Level Discipline

CA CS CSS

High Observed 18 22 29

Expected 22 24 23

Low Observed 26 26 17

Expected 22 24 23

Total 44 48 46

X 4.92, df 2, Not Significant
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TABLE 5d

Observed and Expected Frequencies of Response by Level of Response and
Discipline--Within Sub-Scale Ex~ectancl/Valence

Response Level Discipline

CA CS CSS

High Observed 24 21 29

Expected 23 22 25

Low Observed 22 23 21

Expected 23 22 25

Total 46 44 50

x2 =1.46, df 2, Not Significant

if
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SRELATIONSHIP BETWE AWOL LEVEL AND RESPO.SE LEVEL

aestion 7: How does AWOL level relate to overall level of response

(all subjects)? This Chi-Square analysis wat computed as follows: First,

using the previously computed grand median based on overall response

level, sub-Sects were divided as to high (above the median) and low (below

the median) response level; next, subjects were divided as to high (at

least one instance of J day AWOL) and low (no unauthorized absences)

AWOL rate; finally a 2 x 2 Chi-Square (Table 6) was computed. The support

here for Hypothesis 7 was not statistically significant. It is to be

'.h • •at subject, totals in this and other x2 tables vary from the grand

total of 155 subjects because those subjects with a response level equal

to the grand median were not considered in x 2 computations.

TABLE 6

Observed and Expected Frequencies of AWOL by Response Level

Response Level AWOL
High Low

High Observed 8 71

Expected 10 66

Low Observed 12 61

Expected 10 66

Total 20 132

x2 =1.56, df 2, Not Significant



Quest oIL8: How does AWOL level relate to level of response by sub-scalo?

As was done in the above categories, this question is an expansion of

AWOL level--response level comparison started in question 7. Of the

four x 2 tables 7a through 7d, all but the Expectancy/Valence computation

are statistically significant. Therefore Hypothesis 8 is rather strongly

supported by the x 2 computation in Tables 7a through 7d bvlow.

TABLE 7a

Observed and Expected Frequencies of AWOL by Response Level

Sub-Scale 1,otiyatorg

Response Level AWOL
High Low

High Observed 3 75

Low Observed 15 59

Expected 9 67

Total 18 134

)c2 9.91i, df 1 , p .01
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TABI 7b

Observed and Expected Frequencies of AWOL by Response Level
Sub-Scale H

Response Level AWOL
High Low

High Observed 5 76

Expected +iiO 67

Low Observed 15 58

Expected 10 67

total 20 134

x2= 7.42, df 1, p<.O1

TABLE 7c

Observed and Expected Frequencies of AWOL by Response Level

Response Level AWOL
High Low

High Observed 3 67

Expected 9 39

Low Observed 15 1i

Sxpected 9 39

Total is 78

x2 " 48.21, df 1, p .O1
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TA IBU• 1d

baeerved anki E•ected Freqtuenoiea of AWOL by Reapon Level

Suha-,cal eEpeootwcy/Valenae

)t.. ieu Level AWOL
Hligh Low

High Obsaerya 7 67

Expected 9 62

Low Observed 11 57

Zpx ctod 9 62

Total 18 124

X!, 1,10, 00df - 1, Not Si4nificant

44LAT•L.•iHIP OF" PKIVUORM&NGF, ULVEL TO AWOL RATE

t,! . How doeif lavul of parfomance relate to level of AWOL?

llis analysis uses eaoh aubject'e coanoaite reaponse score (all 18 questions)

as corpared with high-low AWOI. level. The determination of high-low

AWOL and porfortim&noe has bLion explkined in previous questions. Hypothesis

9 was strongly ,uppoited-.n IirAdcated 1in Thble 8 below.
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TABLE 8

Observed and Expected Frequencies of AWOL by Performance Level

Performance Level AWOL
High 4ow

High Observed 5 64

Expected 6 48

Low Observed 7 32

Expected 6 48

Total 12 96

x2 - 11.0, df 1, p 4 .01

RELATIONSHIP AMONG THE 18 QUESTIONS AS TO LEVEL OF RESPONSE

Aegt4,on 10: What a&,e the correlations among the 18 questions as to level

of response? This analysis was done by compAtiftg an 18 x 18 correlation

matrix uaing the Pearson r. With a few exceptions, the results stronglyI• supported Hypothesis 10. Results are as shown in Table 9 below.

'1~
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CHAPTER V

CONCLUSIONS/APPLICATION/RECOYINDAT ION

CONCLUSIONS

Response Level and Performance

As outlined in Chapter I (Situation Leading to the Problem),

the military manager has unduly emphasized soldier satisfaction as the

prime indicator of soldier effectiveness. The apparent assumption that

if a soldier or unit possesses a high level of satisfaction, a high level

of job performance is assured, has led to considerable effort and expense

at job enrichment and job benefits; all this without analysis as to how

these efforts and expenditures relate to performance. As stated in

Chapter 1, I do not believe this to be either true or supported by research.

As an overall evaluation of the relationship between response level

and rated performance, I found a significant positive correlation between

these two variables. However a more detailed breakdown by discipline and

sub-scale revealed two of the three disciplines with significant correlations

in sub-seAl. Hygienes, Relations and Expectancy/Valence, but only one discipline

significant in sub-scale Motivators. This relatively weak finding in

Herzberg's sub-scale Motivators (satisfa~tion items) reinforces my contention

that the military's satisfaction-performance assumption is not founded

in fact.

Carrying this analysis further, I believe the fact that two of the

three disciplines had significant response level-performance correlations

?7
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in all sub-scales except Motivators (only CA was significant in Motivators)

support what many leaders have suspected about the U.S. Army--that what

leaders generally consider job satisfaction/motivation, is actually lack

of dissatisfaction. Accepting the assumption, which I think legitimate,

that reenlistment rate is related to job satisfaction, the U.S. Army's

Sergeants Major Academy at Fort Bliss, Texas has discovered some interesting

findings in its three-year program of seminar discussions between junior

enlisted men/women and Academy students. In a 17 January 1978 letter to

Major General John W. Seigle, U.S. Army TRADOC, Colonel James E. Crow,

Academy Commandant outlined some of these findings:

They (junior enlisted soldiers) were generally satisfied with
their jobs, but normally were reenlisting for other reasons than job
satisfaction. These reasons included economic advantages of the
service, educational benefits, medical benefits, job security,
special training opportunities, and reassignment to an area of choice.
.... Among soldiers who did not intend to reenlist, which was the
majority, the most frequently cited reason was lack of Job satisfaction.

It is noted that virtually all of the reasons given for reenlisting are

sub-scale Hygiene items. I think this widespread perception by junior

enlisted soldiers tells us as military leaders that our lack of emphasis

on true "motivators" is being reflected in soldiers' lack of job satisfaction,

:.ence lack of a desire to continue in the job. My reasoning is that the

lower correlation in sub-scale Motivators is due to the situation where the

subject perceives a void; there is nothing tangible with which performance

can correlate. For example, there may be some sporadic high or medium

performance due to merely "expectations" that the "satisfaction" situation

will improve.
'V *
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Comiaritgon of DiscjDlines as to Resvonse Level

The overall comparison among disciplines as to level of response

was not significant. However comparisons by sub-scale resulted in CSS

scoring significantly higher than CA and CS in sub-scale Hygienes. Consider

this difference in view of the response level vs. performance category

where CA was the only discipline with a significant cor•elation between

response level on Motivator items and performance. The fact that CSS

is far ahead of CA in sub-scale Hygienes (as well as in all others, but

not significantly so), yet did not have corresponding response levels in

sub-scale Motivators, supports Herzberg' s Motivation Hygiene Theory that

Hygienes will remove dissatisfaction, but Motivators are required to cause

Satisfaction-hence Performance.

Response Level and AWOL

Again in this category, I found nothing statistically significant

in the overall comparison. However when I compared these two variables

at sub-scale level, I found a significant inverse relationship between

AWOL and Response Level in all sub-scales but Expectancy/Valence. As to

this result in Expectancy/Valence, I suspect that the more abstract/long

range aspect of these Expectancy/Valence items caused them to be less

seriously considered by the soldiers. As to the three sub-scales with

significant inverse relationships, these findings support Hypothesis 7

and are what commanders/managers would intuitively expect.L
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Performance and AWOL

I found a significant inverse relationship between AWOL and

Performance. This is a rather straightforward and expecied finding in

that a soldier is obviously not performing while AWOL, and further, the

supervisor of the AWOL soldier probably could not objectively rate the

performance of this soldier when he is at work (after he has once gone

AWOL).

18 Itemz Qestionaire Intercorrelatlons

I found consistently high intercorrelations with this survey

device. I suspect that part of this intercorrelation is due to the

"Halo" affect and the soldier having only one opportunity to express

his perceptions. A longitudinal study of the type I reoommend below

should indicate whether the intercorrelations are in fact authentic.

r

c3i
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APPLICATION

I would not be so vain as to expect that I could (or would even

try to) give a commander/manager a magic do and don't list which would

lead to better performance in his/her unit or organization. I further

realize that "objective" reality is a myth; a commander must deal with

"subjective" reality in that there are as many sets of reality as there

are soldiers in the organization. It is the soldier's subjective reality

that I approached with this study-= the soldier's view of his/her job

and how these perceptions are associated with performance. Also, I am

not proposing that my 18-item survey device is all-inclusive as to

factors affecting a soldier's performance.

Response Level and Performance

As shown in Table 1, there is a high positive correlation between

response level and performance. However a more detailed analysis

(Tables 2 & 3) shows a considerable variation among disciplines, and

within sub-scales, as follows. As to the response-performance correlation

on each question, the Combat Arms (CA) discipline had significant

correlations on 15 questions, Combat Support (CS) on 2 questions, and

Combat Service Support (CSS) on 7 questions. This strong lead by CA

carried into the response-performance analysis by sub-scale: CA

correlations were significant in all sub-scales; CS in A•i~ of the sub-

scales; and CSS in all but sub-scale Motivators. Therefore, considering

the response level versus performance level of soldiers E-1 through 9-4 in

general, it is important for military commanders/managers to note the

relationship between how soldiers view vital elements of their job and
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how they perform. However, based on this research, the Combat Arms

commander can be considerably more confident of the response-performance

correlation than can his counterparts in the Cambat Sepport and Combat

Service Support branches.

Again, I emphasize to managers that a positive correlation between

a response level and performance, or betweer a response level and AWOL

does not imply a cause-and-effect relationship. It means only that these

two variables follow a similar pattern of fluctuation.

In any case, I feel that the value of this study is that it will

highlight to managers how soldiers' performance MX respond to a change

in the soldiers' perceptions of these 18 job factors, and the realisation

that the junior enlisted soldier generally perceives "satisfaction" aspects

of his job as being either disregarded by his supervisors or at least given

low priority consideration. I think the potential of this awareness and

value to the manager obvious; assuming that he/she is capable of affecting

soldiers' job perceptions.

Resrqnse Level and AWOL

I found a significant inverse relationship between Response Level

and AWOL in all sub-scales but Expectancy/Valence. I think it very

important for managers to note the correlation between the soldiers'

(potential AWOLs) view of the "here-and-now" aspects of the job

(Motivators, Relations and Hygienes) versus the relative lack of

concern for expectations of the future (Expectancy/Valence items).
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Performance and AWOL

The significant inverse relationship between AWOL and Performance

is an expected finding in that while the soldier is AWOL he/she is obviously

not performing on the job. However, coammanders/managers shaould prevent

operation of the "reverse Halo" effect where one instance of AWOL marks

a soldier as a low performer. I submit that it is extremely difficult

for a supervisor to give an unbiased performance rating to a subordinate

who has once been AWOL-regardless of whether the AWOL occured within the

current rating period.

RECCHMENDATICN

I recommend a replication of this study in a setting where the

longitudinal aspects of change in soldier's perceptions and performance

can be assessed in conjunction with attempted manipulation of these

perceptions by their supervisors. For example, I would conduct one

survey per month for one year. This longitudinal data would allow more

extensive analysis such as cross-lag and other that can approach such

questions as: How does a change in soldiers' perceptions affect their

job performance and vice-versa? How effective are supervisors at affecting

soldiurs' perceptions?
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